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The great area of current neglect in most college and

university long-range planning activities is that of academic

planning. Academic planning is the primary task of any comprehensive

long-range planaing in a college or university. Only when academic

plans and support plans become an institutional plan can the process

of implementation and the careful allocation of available resources

begin. Once the academic planning process has been completed or well

advanced, the academic and institutional support programs can be

prepared. It i6 essential to emphasize that academic planning is the

principal determinant of a comprehensive institutional plan. Finally,

it must be understood that planning is a continuous process of

assisting managers throughout the academic community in their

decisionmaking. A formal plan is a useful framework for guiding

decisionmaking, but the plan itself is ever subject to modification

as new circumstances arise and as new decisions must be made. From

time to time these changes warrant comprehensive formulation of a new

plan for further modification with the events of tine. (Author/PG)
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ACADEMIC PLANNING
This issue of Management Forum deals with an important and, we think, a much neglected aspect of long-range

planning in colleges and universitiesacademic planning. The paper was prepared by John L. Yeager and Patricia

J. Morrow, both of the Office of Planning at the thiiversity of Pittsburgh.

ACADEMIC PLANNING
IN

HIGHER EDUCATION

by
John L. Yeager

and
Patricia J. Morrow

Traditionally, long-range planning by institutions of
higher education has been concerned with certain quan-
titative aspects of operation: enrollment projections, facility
needs. current expenditures, current income, and variations
of these quantities. The result of this emphasis has been that

resource planning has dominated attention, to the neglect of
academic planning. One evidence of this emphasis is the
Current interest in management information systems based
upon current bu4getary data that feed into resource simula-

ulion models supposed to project future resource require-

ments.
rzi The great area of current neglect in most college and uni-

versity long-range planning activities is that of academic
_.._pl4rining. Ilan!. data about academic programs are in-

cluded in management information systems. Few con-
. ... tributions -to the planning process are made by academic

departments, deans, and other academic officers. Yet the

functions of instruction, research, and public service remain

central to the institutional enterprise. Little can be ac-.

complished in theVianning of support programs and in the;
planning of resource allocation without comprehensive
academic planning.

Eurich and T ickton (1973)\identified several essential
characteristics of an adequate institutional plan, asfollows:

I. A description of the institution as it currently
operates.

2. A statement of goals which limits functions and
makes no unrealistic commitments.

3. A set of assumptions about the future.-
4. Projection of primary programs and of support

programs for achieving the goals.
5. A procedure for periodic evaluation of ac-

complishments.
6. A statement of financial requirements for carrying

out the plan.
7. Provision for an adequate and regular accounting

to the constituency of an institution about how
well or how poorly the iqstitution is doing in
carrying out its plan.

The components of an academic plan must describe pre-
sent academic programs and must project future desired
states in academic programs. The institutional academic
hierarchy provides one suitable framework within which to
prepare these descriptions and to make these projections.
Each academic departinent needs a plan. Each dean of a

-.college or of a division- needs a plan. 'The coordination of
these plans is task of the chief academic administrator.
The fact that depaTs,....nents and colleges may produce multi-



plc outputs is no excuse to axind planning. Fvery cost center
that utilise, resources is also necissarils a planning center.

An academic plan of an institution of higher education in
its whOle coMpftseS at avast two parts.

Institutional components
1. -.Societal needs and expectations.
2. Assumptions about the future
4. A general statement of goals and missions

B. The program components
1. Program objectives
2.. Programactivity (process and output)
3. Evaluation procedure

--A-Ntste-triestion institutionni plan .is the.
which the institution is responsne to external circumstances
and the degree to which the institution can independently
determine its response to those circumstances. U.w (1968)

has discussed the concept of outside inside planning. It an
institution is to he responsise to external needs and expec-
tations. then these must he &Ay identified and specified.
On the other hand. if an institution enjoxs substantial
autonomx in its relationship to society. th,:n it may properly
start its planning process iii terms of its on internal
aspirations.

iSSiiii Lit". (1/Is()1i iS

Societal needs and expectations are different for sat ions
kinds of Institutions: public and pi-nate. affluent and not so
affluent, seketi k e and not so selectixe: urban and rural. COM-

prchensne and restricted in program activity. Social needs
should he analyted in relation to the basic characteristics of
the institution and in relation to the ohligations assumed by
the institution in expected from its circumstances.

Assumptions are hypothetical statements about con-
ditions and fact ins t hat max rcasonahh be expected to occur
during the time span of an academic plan What kinds of
programs will be needed and offered! What kinds of students

Will Now will social changes affect institutional ac-
uses' How will public attit tides and expectations affect in-

stitutional operations" What kinds of resources may he

available for w hat kinds of endeax or' I hese and mans (Abet
critical questions must he giscn some tentatixe, prospectixe

answers.
A general statement of goals and missions presents the In-

stitut ion\ image. the institution's commitments as perceised

Fix the institution. Such d statement will tellet:t salve
judgments about the institution's appropriate role, its ser-
s tees to societx. and its obligations of performance. Such a
statement will set forth the primarx programs to he tittered.
the groups or clienteles to he sersed. the henefits to he dis-
bursed. Such a statement will establish standards of po tor-
mance. and guidelines for future accomplishments_

)( tRill (1 /'r1\ /-t /ti
For each program center of a college or unisersits there
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are ohicilix es to he realised. Presumablx these obiectix es are
consistent with the institutional role in society. the 'in-
stitutional assumptions about the future, and the goals and
missions assumed bx or assigned to the institution. Program
goal need to be specific. about outcomes: in large part these

outcomes should he quantifiable. Program goals should be
flexible or adiustable to meet changing needs and_citeum-
stances.

Program activity irixolxes both work processes and work.ca,
output. Presumably an given work process will produce
nrticular work outputs. Changes in the process may mean
changes in output.. the process requires resources in staffing.
faciP Ls, supplies. services, and students. If the resources art
not the work process max has to be adjusted. For
xample;vertain-aeadt,mie-ohjuvtises may depent upon. the
isailahilits of certain particular academic persons.or of cer-

tain particular students. It these individuals are not
recruited, both the work process and the work output may he

substantially changed.
Ohiectix es and activities pro% ide little assistance in

academic planning if both are not subject to esaluation in
some organised manner. Those indix Winds invoIxed in
defining objectixes and activities should at the same time
define the criteria fix which the qualitx and quantitx in out-
put are to he assessed. Program esaluation is a difficult task.
but with experience it can he improxed and made ellectixe.

1,/ i V \ \(-1 1/0.- .1( / /t/
Many planning comnwntators ha xi: e x pressed the opinion

that the process of creating a plan can he more important to a
college or unixersitx than the plan itself 1%9. the
indisiduals invoked in preparing ii plan become alert to
sarious concerns to which pre% the have been in-
different or of which they has e been ignorant. BCCaUse of the

collegial nature of a unisersit and because of the autonomy
of academic disciplines and other fields of study, the plan
rung process must insoifse the participation of large -umbers
of mit ix iduals. And nuich of the success of planning
process depends upon the talents and interests of the in-
disiduals who are drawn into the acti it% .

'More academic planning is begun at the department or
similar planning center in a college in unisersits serious

thought must he gix en bx the leadership of the institution to
) the desired end product or kind of plan to he expected.

(2) the pi ocethires to be lolluwed. (3) the indis 'duals to he

involsed. and 14) the timing to he ohscrscd. Planning for the

planning process is an indispensable elemekit of the

procedure.
the moti%ation lot planning nia arise it patticular ad-

minist rat ie kadeis or from pat ticular circumstances Ladd.
1970i. Often the threat or tea fits of financial deficits prompts
a new interest in planning Sometimes e sternirl pressures for
new instructional pi °giants or other :lois ines encourage a
new attention to planning. Unrollment changes suggest
need to plan. t he fact 015 which promote planning will
necessarth affect the procedure and the end product.
1,Vhatei et the minis:fling concern sthe ro..nnillp, procedure
should insofse the paitictpati on of tat.tilts. stIldOlts. stall.



administration. and trustees.
,\ frequently emploNed plocedure is for the administra-

tion of a college or unisersity to appoint an extensive
number of ad lhn .ttid committee to prepare component

_parts .ot an institutional plan ( I 1972f. Unless such

__groups hate a specific charge and a dear understanding of
expected of them. the planning results w di_ he lift-

focused and haphaiard. 1 he charge needs to be realistic: the
assignment must he one the group can reasonably he es-
pected to accomplish Each group must understand how it
relates to other groups. the study group also needs some
guidelines about how tar it is to go in proposing new goals.
new-policies. and new programs. The usual representati%e

nature otst tidy committees often makes it difficult to arrive

- at4my-geheratetnisensti_s_ But such a committee can he uset ttl

as II device for liaison and feedback between central ad-
ministration and various academic interest..

"here is some uncertainty in mint colleges and unixer-
shies about the location of authority to make final decisions

about an institutional plan. In private institutions this
authority legallx is vested in the hoard of trustees; in a public

Responsibility
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university this authority may he with the goerning hoard of
a multi-campu. sqt.7Til. with a state-wide higher education
hoard. or with the governor and general assembly of the
state. An academe plan invoking instructional programs
and ttitCt 1:141111% outputs must necessarily express some
faculty agicetnents as well, since so much authority in the
educational process has been delegated in tact to faculties in
both their collegial and indi.idual roles.

Without question. however, it is the administrative
leadership of a college or university that must guide and en-

courage. `vet step of the planning procedure. the planning
process cannot hope to achiese any notable results without
such leadership.- the academic departments .provide their
special knowledge and experience. the administration
pros ides information about total resources and about
necessary support progranii; And-the adiniffistration must
bring about the coherence between academic objectives and
actisities and institutional circumstances which constitute
an institutional plan.

Perhaps the interrelationships of planning procedure can
best be indicated by means of a diagram.

Unit Component Constituency

President and Institution Mission, Goals All Academic

Provost and Assumptions Units

Input i

Provost and Colleges and Program Academic

Deans Schools Objectives Divisions

1
I Input

Deans and Divisions, Activities and Departments

Chairpersons Departments, Evaluation and Centers

Centers
1

Input

lbe planning procedure today, must he particularly con-
cerned with student numbers. attitudes. expectations. and
needs Informant» about the attitudes and experiences of

recent alumni Call dim) he quiie helpful. Surveys.interviews.
and statistical data will not pi os ide det inn c data. since the

art of such analyses and of the inferences to he drawn from
such imaksis is still imperfect Yet the intormat um thus oh-

tamed car he sets useful.
%lorem.c.r. faculty attitudes also play a maim- role in deter-mining

the characteristics and possibilities of a college or

uno crsity It an academic plan tends to emits:Rho prevailing
. . faculty attitudes. interests. and competencies. the chances

for successful mph: menta t t such a plan arc n»mmal. In

the long run a college or LIrns-cr.it y can only accomplish what
the faculty members are willing and able to accomplish.

there is a great deal of discussion today about simulation
models. analytical models, efficiency. effectiveness. cost
henefit analysis, and accountability in academic planning

and management these concepts and practices reflect the

preoccupation of academic communities with their financial
resources in a time of reduced of stabili/ed enrollments.
s iolent inflatitv, general economic uncertainties. reduced
federal goernitiental funding, and difficulties of income.
%lost faculty members are ignotant or ttqf id of these
sophisticated and presumably -sewn! die" techniques
%totem cr. faculty members`ty and large continue to place
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"academic quality" at or near the top of their personal com-
mitment. Academic planning must find a way to reconcile
faculty commitment with new techniques of information
analysis and institutional responsibility.

Ilse over-all time span of planning activity should be es-
lablished before the planning procedure begins. The

........_____
_developmentdevelopment of a so-called long-range plan must have a pre-
arranged beginning and end point. Several years agO it was
not unusual in colleges and universities to talk about ten-
year plans. More recently. because of the intrusion of unex-
pected changes in society affecting higher education perfor-
mance. it is customary to talk about five -year plans.

- It takes time to prepare. a five -year or a ten-year plan. es-
-pecially if it is an initial plan and invokes the development of
anew planning procedure. Eighteen months is probably a
minimum time requirement to prepare an initialplan. Subic-
quent revisions or up-dates should take less time.

The planning procedure. to be most effective, must be a
..

continuous one. Even when efforts are directed to producing
"a plan." administrators and others must be prepared at any
time to alter the plan as circumstances dictate. A plan once
formulated is at best only a guideline to action. The action
must at ys he subject to change.

As more and more colleges and universities recognise the
utility of long-range plans and the value of the planning
process for the viability of the institution itself, greater atten-
tion will be given to the planning activity. Academic plan-
ning is the primary task of any comprehensive long-range
planning in a college or university. Only when an academic
plan has been prepared with care can the supporting plans be
formulated. And only when academic plans and support
plans become an institutional plan can the process of imple-
mentation and the careful allocation of available resources
begin.

The development of an academic plan requires the par-
ticipation of constituencies both within and outside the

viVID
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academic community.. Societal needs and expectations must
he examined and formulated. assumptions about the social
and political and economic environment of a college or uni-
versity must he identified, and the missions and goals of the
institution must be made explicit . Within this broad context
academic program objectives, program activities, and
program evaluation must be developed. ..

Once the academic planning has been completed
or well advanced, the academic and institutional support
programs can be prepared. It inessential to emphasize that
academic planning is the principal determinant of a com-
prehensive institutional plan.

Finally, it must he understood that planning does not end
with the completion of a plan. Planning is a continuous
process of assisting managers throughout the academic com-
munity in .their decision-making. A formal plan is a Useful-
framework for guiding decision-making, but the plan itself is
ever subject, to modification as new circumstances arise and
as new decisions must be male From time to time these
changes warrant comprehensi mutation of a new plan
for further modification with th. ems of time.
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